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PR THE ASSISTANT SECRETARY OF THE NAVY

(Research, Development and Acquisition)

W WASHINGTON. D.C. 20350-1000
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MEMORANDUM FOR THE TEAM LEADER, OVERSIGHT AND REVIEW PROCESS ACTION
TEAM (PAT)

Subj: SYSTEMS ACQUISITION OVERSIGHT AND REVIEW PAT FINAL REPORT

Ref (@) Final Repot t 0 the Secretaryof Defense by the ACqui Sition Reform Process Action Team
"Reenginesring the Acquisition Oversight and Review Process.” dtd 9 Dec 94, Volumesl
and Lt.

Encl: (1) Navy Comments Regar di ng Spesific PAT Recommendations

Refetence (@) is t he final repont Of the Acquisition Reform Process Action Teamtothe
Secrerary Of ' Uefense. Thi S is a consolidawed Nuvy cesponse per your cequest.

V@& swongly support the goals described byreference (), but we do not feel wis PAT
recognized all the ONQOI NQ change. | am particularly concerned about additionl centralization of the
acqui sition proses,

Eaclosurs (1)offers wur specific comments I egar di ng indivi dual recommendations.

TNre SR~ _

Nora Slatkia

Attachment
/s



U.S8. Navy Comments on Ovarsight .
and Raview PAT Recommaendations

RECOVMEWATI ONS :

1. ZExperiaence requiraemeats far ACAT I prcgram manaders and
deputy program nanagers be mezae stringent than t hem the DARIA
mandatoes.

COMMENT | Do ncT concur, GContrary to the- PAT‘s belief, the
Department of the Mavy's ACAT 1 program managers and deputy,
program managars have an excellent experience base, possesSing
the right combination of both operational and acquisition
experience. I[n fact, recent 0SD reports taken from 30 Sept enber
1994 Servicereccrdsshow that all of Navy's ACAT I program
managezs ' assi gned during F¥-94 were former deputy program
managers, and three were former DPRO/NAVPRO commanders. Currant
requirements permt the Navy to maintain an effective bziance of

operational, acquisition and managerial experience in the
Erogran.

2. USD{A&T) should enfoxce longer tenures for ACAT I
progzam NBhagers.

COMMENT: Do not concur. All of the Services are experiencing
probl ens in meeting current tanure requirements. OSD reports
taken from 20 Septenber 1994 Service records show that 71 percent
of the AcAT | program manager resssjgagents wichin all oy t_er
Services required tenure walvers, I'l'e 0SD agrees that ail of
these waivers were based on sound managenent decisiosns, the fact
remai ns that | engthening the tenure requirement #ill not sclve
the current problem

3. Tha gservicss shoul d implement a ceatzalized ACAT I progzam
manager selection board process that ischartered by the CAE,

COMMENT: Conzur.  The Navy has already institutionalized tkis
process. Qop has implemented 3 policy that requires the Services

to implemelt 3 cearralized sel ection board pr 339 for, PFO and
ACAT I and 17 program munagera. There ‘s 7o leed  of farther « gp
poiicy quidance.

&. Tha DAE and CAEs should ingtitutionalize the use of IPTS led
by PEO-qualified leaders to provi de adviceto them and tohelp
the program managesr.

COMMENT:  Partially concur. We recommend OSD-wide inplenentation
of the Navy's Acquisition Coordinati on Team (ACT) concept which
would provide the vehicle soucht by the PAT.



S. We rocommend that 1Q percent 01 Compoment and Q8D oversiglit
and reviawstaffs shoul d haveannunal opportuniti es £ox flaexible
rotational assignmants in Program Manager/ PEC organizations.An
equi val ent aumber of Program Office/PEQ persomnel should also
have rotati onal cppeortunitias to staff positions. Racent,
relevant fleld experiasce should become a significaat factor is
tha selagtion Criteria forfuture senisr staff positions.

COMMENT: Do NOt concer. DAWIA already requires that each person
in a eritical acquisition gpesition ve reviewed for rotation upon
conpl etion of five years in the position, Ifnot rotated, the

i ndi vi dual ' must be reviewed for rotati on every year thereafter
eatil reassigned. The PAT's recommendation for "a tex percent
annuel rotation is arbitrary. Further, the proposed requirenent

t 0 rotate is e duplication of CAWIA requirements'and not
necassarv.

6. Recomend that the DAE adopt a aew, MAre continuous oversight
process that relies on an electzonic informati on net, facea-te-
Zace communicati on W th the program manager and the deciaion
maketre, a Monthly Status Report and thestatutorydocGmesatation
as primary sources £or oversight informaticn. For programs
requiring nore infommatica, the decCi SI ON makers nay tailor-in
addi tional requizemeats as appropriate.

COMMENT: Do rnet cone=. This attenpt to centralize control of
the huge sarvice organi zations is counter tc the basic successful
managerient princi ple of delegaring authority and its
responsibility where it meskes sense. While we believe that
expanded E-mzil nets offer improved communication, the ideaof
the DAE -eceiving the day to day Lnformation used by the over 100
ACAT 1 program nanagers <n manaying their programs would raesclt
in an {nfcrmstion glut at the nAE.

7. Recommend that the DAZ designate the Pringipal Deputy _
Undecrsecsetary Of Dafansae(Acquisition and Technolagy) as a Joi nt
Acquisition Executive to facilitate a reangineering expuriment.
The Undarsecratarxy would del egate to the Joint Acquisition
Exacutive gversight, reviaw, and budgeting/progTamming respon-
sibility for a small set oOf DeD's programs selected £zom among
all DeD programs (ACATs I through IV} for which eithar & joiat
requizement exists or therz iz a need for substantial j,Bte ration
among the/companants (@.g., theater missile defansa, al rpborne
zecopnaissanca, anti-arnMr_sphminitions aad sone €3I systens)
Reporting to the Joi nt ASTRi83tioD precutive would have product-
orientad Joint ProgramBxaecutive Of£icers who woul d assune the
primary rola for integrating anbng programs and amonyg rhe Com-
ponents. Program managers would repoxt {0 the respactive Joint
PEQs. Current oOrgani zations (e.g., the Co'r\T/Fone_nts aor speci al
over si ght  organizations like thae Ballistic SSi |l e Defense
organi zation) that bhave ar oversifht OT integratiom functioa
would be relieved grom responsibility for this set of progzams.



COMMENT: = Do not concur. We raecognize that historically the
cooperation among the Services en joint and coilsborative
programe has been | ess  thanidesal. We are cnntradictiag OUr goal
of delegation of authority when we move the oversight of these
joint programs up to theOSD level. Military Departments, by
statute. are responsible for equipping manning, and maintaining
their respective ferces. The establishment of this Joint

Acqui sition Executive, even as an "experiment", would move
decision making responsibilicy in thewrcony direction-away from
the user. The Departnents are best able to make the tradeoffs
between inveatment (acqui sition) p:%gra_ms and operation,
maintenznce, and perscnnel needs. ° The Introduction of another
Acquisition EXecutive will dilute the current direct reporting
chain of the PM/PEO/SAE with additional zeportingchains outside
the services,

8. Reccmmend an i Mmedi ate transition te the three-milestene
process forall currsnt ACAT I programs with an aevelutionary .
transiticn over the next yeartothe leas-than ACAT | programs.

COWENT:  no not concur. The current acqu:sition precess allows
all the flexibili tx ia tai orincr; m | est ones that is required.

Mot e ey%nn_a_s_is may Need to be placed on implementing this
flexibility; however, this does not support a change to the
current milestone process, Renoving t he acquisition decision
authority from the acguigilicn community is nat the correct means
of emsuring that program priorities are established. The current
system adequately provides far the users to provide inputs tO t he
requi renents detezmination process as well as the milestone

revi ew process. S:ron%l.y disagree W th appoi nting a senior level
person (Conzept Exploraiion Task Force Manager CETIM)

organi zational |y’ independent from any conponent having a vested
interest in the outcome. The net result of the process
recommended by the PAT will be the prolifezation of ACAT II-IV
prograns Ssince this is the easiest Wa¥1 for the Serviges to manage
acguisition themselwves. We belisve an executive and an

organi zation that is not accountable for devel opi ng, preccuring,
fielding andbwningaweaponsystem would have little incentive

t 0 be =oncerned abeout coszt, 3chedule and life cycle gsavings.

9. Recommend that thara be only one formal raview baforxe a

1i | estone decision _meeting. The CAE will chair that =raview.an
ntagrated Product Team comprised of users, 0SD and Componeat
staffs, 8S well as program office staff will prepare for the
meeting. ‘The product team laader should be the product-focused
OSD Oversi ght IPT leader. Thka laader's responsibilities are to
accomplish al | prerequisite activities and to rssolve issues
within the IPT.

COWENT:  concur. We support the concept of having only one

formal review prior to the Milestone Decision Meeting. This
recommendation proposes ctheuseof Integrated Product Teens . ..



(IPTs) prior tca formal review-thisiSentirely consistent with
t he Navyv decision tO utilize Acquigition Coordi'nati on Teanms

(RCTs) td document key dacizions relating to program execution
and expectztions. The PAT recommandation of only one formal
review representsareduction from the two currently required.
However, tne paT fails to address nowwereduce the” aumber of
briefings, peint paga_ers, meetings,etc. that take SO much of the
Program Manager’'s tine prior t0 these formal revi ews.

10. Recommand that the documents, reports, and certifications
listed in DeDI 5000,2, Part ||, ba immediately replaced by the
minimum sat of documents outlined im this report.

COWENT:  Concur. We especially 1like the paradigm shift to
®"railoring In" vs "Tailoring Out," shifting the burden of
justification from t he pH.

11. Recommend t hat the program manager sel ect which program

pl ans arae appropri ate basad on individual program requirements

and what thaprogram office needs. Approval and staffing leval
for program plans shouldbe NO higher than the PEQ.

COWNENTS: Concur.

12.  Recomrend that managers of programs 6 nonths er nore from a
milestone review send a memorandum to their Milastone Decision
authority proposing the documentatian for the next raview. |f
the M| estone Decisioz Authozity does not dacida t 0 tailor-in
added docunent ation asd i nf or m tka program masager within 30
days, appreval should be automatic. Managers of programslass
than 6 moaths from the next milestona review W || identify (in a
propesed Acquisitien Dacision Memorandum) the documentation he or
she propeses t0 pzovida t0 the Milestome Decision Authority for
the £following milaestons.

COMMENT: Concur.

13. Recommaad that the DAZ ad@t he format wa have constructed

far the Integrated Program Summazy aad itS annexes, He should

declare as optional both the documents and the formats contiined
in Dod 5000.2-¥,Derfanse Acquisition Mansgement Documantation and
Reports (excepting those Wi th inflexibla statutory requirements).

COMMENT: Coneur

14- We racommend t hat the Secretary of Defense direct a

conpr ehensi ve, programmatic and | egal raview eof all statutexy
docunents, ceperts and certifications and recommend appzopriate
chanoes to0 Congress. Tha goal should be to reduce tﬁe requized



documentation overall to ocnly those documents that ara necesszarzy
for managing programs. i

COMMENT | Concur.

15. W raecommand that the CAEs review the uniquse documantation

i mposed on defense acquiSition programsby theiz Componants aad
sub-Components , Thesa Executivaes shauld elininate &ll Cempenent~
wniqua docamentation and raports unlass thay satisfy requiremants
that acne of the required documents satisfy.

COMMENT: Ccncur!lowever,the Conponents should idertify an
uni que requirements to the other Conponents todetermineifa
comnon requirement exists and one standard docunent can be
developed for use by all Conponents.

16. Recommead that the Defanse Rescurcos Board adopt, for ACAT I
programs, tha affordability process wedascriba. This process
would apply at program Kilaestonas as Wel| ‘as during budget and
bill paying rhasas.

COMMENT: -0 Lot concur. ~Sirst, resource and allocation
dectgions would ng | onger be aade by civilian-led Military
Departments, but by the ceatraiizad military controlled JCE . -
organiration. This change represents a sdgnificant degradation
of civilfan authority over the mlitary.

Second. Tnis reconmendaticn eliminates the Military
Departments' rcle in making fundi ng tfradeof:'s among acguisition
prograns and alsofrom makizy tradeof TS bectween acfuisitisn
programs and operations, malntenance, and perscnnel requizements.
Consequently, rhe Militar Yepartments' flexibility tc address
readi ness probl ens weuld & curtailed.

17. Recommend that the DAL instituticnaliza a formal
requizemants review procass for aach ACRT X development program.
This process (which we call a "Summit” process) would consist ef
formal prxesentation Dy the program manager CO flag-luveluser
representatives at least bienniallyduring development. The
presentation would highlight new opportunities for cost, schedule

and pggfgmncg trada-~offs. | f the users decide to t&ke
advant age Of these oppartunities, the program and the Tha DAE

requirements WOUl d De adjusted to zaflect thachanga. T
should encourage tha Service Chiefs t O implement Summi® Raviaws

for other ACAT prograns.

COWMENT: casnditienally concur. Do Nnot support a forzal
requirements review pProcess manitored by the DAE.



18. Racemmend that program offices USE eithar in~plant Def ense
Contract HMmnagemant Command or Suparvisezr of Shipbuil di ng
personnoel as the scurce fOr routine status information t0o avaid
duplication. Defense Contzact Managenent Command's program
offica~indapendent aasessing and reporting of contractez
performance should Stop immediately.

coMMENT: Partially concur. The present dual reporting chain may
be redundant andmay irhibit the team ng of program offfce and
pcMe personnel i n seeki ng exPedl ent ‘productive sol utions. We
believe that, 4ia our viéw, thecognizant program office i S
responsj bl e for overal | program management oversight and
execution. We need ta nave DCMC pérsonnel aspartoftheprogra
manager‘s IPT, and involved, as appropriate, in Ere-award '
activity. Recommend that the last sentence Of t he PAT _
recomrendati on be del eted. It does zot :eFresent the supporting
discussicn i N Volumes | and II. Replace this sentence W th "The
level of oversight sheuld be determ ned jointlybythe Def ense
Contract Managsment Command angé the program office.”

19. We recommend that the BAE directthat contracted- past
performance be alavated t0 a dominant factor _in all source
galactions by not later than July 1, 1995. Im rara instances
whara it may be izappzepriate to aelevate past pezformances to a

dom nant factor, the CAE Ccan approve a waiver.

COWENT: Concur. However, we must not discriminate against
concracters that are just entering inte the defense econtracting
arena. Dua tO our cultural crange concerning specifications and
standar ds we sxpest to begin to see new soqurces for goods and
servi ces become available tc Dap. We MUSt epsure that
performance, under cther than government contracts, {5 given
equal or appropriate censideration sc that w@dc ot eliminate
new and high-potential COntractors from acceptable sources of
hardware, software ang services.

20. FWhen a contractor has demcnatrated that ha canpexform to
Bis contracts, the Government should adopt cewmercial practices
by ralying almest exclmsively om contractor self-governasce
rather than ON Goverament | NSpectors, auditors amd conpliance
monitors.

COWENT: Cencur. Strongly supporst efforts atrecognizingand
offeringcompetitive advant a?es to selected_contractors for
continuing strong CONtract performance. However, we need to
poi nt out that nany sversignt furctions are required by law.

21. Raecommend that all acquisition programa,ragardlessof ACAT
clasgification, be aligned in the program manager-PEQ-CARE ghain,
whaerein the PEO i3 a full-time acquisition mamager and repests
directly to0 and racaives QUi dance froem the CAE. o



COMMENT:  paztially cencur. The Navy is conpliant with the PMs

PEO-CAE :eporting Chal n for all acquisition progrzhs. However, a

PEO in the systems conmands has dual responsibilities, including
life cycle support for the weapons systems devel oped by beth khis
command a2nd the PEO Organi zati on.

22. Raeccmmand that tha DAE and each CAE have a ecivilian deputy
who is oareer civil saervice at the Benicr Exacutive Service lavel
and who has axtensivae acquisition experiance, {deally as a PEQer
an ACAT I program MBNAYer.

COMMENT: Fartically CONCUr.  pully support the. initiative feor
continuity, however. this SevereI)1_ limits t he pccl of potential
resouzces to €i11 thie Position.” There fs strong justification
for £illing this pesition with a menber of the military service
who fulfiils all of the criteria identified ard who alse
possesses active duty military servi ce that most civilians do not
possess. Recormend that youexpand this position ko cefilled by
military 3s'wellas civillans.

23. Recommend that tke DA& investigate the potential incestivas
foz persons helding critical acquisition pesitions including .
opportunity for premotion in place, exenrption £rom salectivae
saxly retirement (for military) and use Of excepted sarvice and -
accompanying fi nanci al incaatives (for civilians) .

COMMENT: Concur. #e would concur Wi th devel opi ng additj onal
performance incentives for key acquisition personnel. However ,
we feel some of the exanpl es offered by the PAT may be

i npractical .

24. Recommend that the Dol | nSpector Gaemeral and othexr Audit aand
I nspecti on Agenciaez t ake immediate sreps to enhance tkae
qualifications of acguisition mandgament audltors aad imspectoxs.
Among these should be rsquiring all asguisition managemeat
auditorzand Lanspectors oOver tima ro have Dafense Acquisition
/work force Improvement Act cartification, appropriate to theiz
grade level aNd fuonctional area. A necessary St €p should be to
raquire all audit/inspaction toam leaders to be | -c| III
certified in progzam wanzgemant withiz 2 years.

“"OMMENT: Concur.

25. We recommend that the DoD Iaspacter General gentrally

schedul e acqui sition pzogram audits and iaspectionsin

coordination Wi th the DAE, the CABas and all DoD and conponent

i nspection/audit organizaticas. The DoD |nspector Genaral will
schadule audits no nore ‘thas bismnially (except forinstances qf
fraud, waste and abuse) and minimize P¥0gram interference during
critical periods (e. (., duriag preparation for a decision reviaw.



COVIVENT: Concurx .

26. Wa recommend that tie DoD Inspsctor Gemeral study the
feasibility of consolidating all acquisition management audits
and inspections at the OSD level and provide a recommendatien tO
the Secretary of Defense within 6 months.

COMMENT: Coancur.

27. Recemmend that the Defanse paguigition University devel op
and implement a +training and ianformation program ts inform
corrently sarving PEO, program mapagers, and Dafense Acquisition
University fnculty of oversight and review pracasg changas
approved by tha Seczetary of Defenge. Curxrent Defense
Acguisition Univezsity courses should bha updatad, as required.

COMMENT: Concur.

28. Racommend that the Defense Acquisition University designate
coursa quotas fox DeD and Componeat auditors and iaspectors, aand
for 0SD and Compenent oversi ght and review community perseanel to
attend program managemsnt courses.

COMMENT: Concur.

29. Racemmend that the Defense Acguisition Uaiversity devel op
and implemant a nandatory SystemAcquisition Managemeat
Oriantation Course for newly mssigned 0SD and Cemponent-lavel
Acquisitica Executivas.

coMENT: Partially cencur. Thistraining should be encouraged
but not mandat ory.

30. Recommend that the AsSSi stant Secretary Of Defease(Commaad,
Control, Communication and Intalligence) adapt our
racommandations On t he milastope process,review documentation
e nd 2ny other areas that aze appropriate.

coMMENT:  Concur, but onlyfor PAT recomendations that are
apprcved by the SECTEF.

31. Recommend that tha DAE appoint a small, Joint 8ervioe/OSD
group, | ncl udi NQ membaxs from the PAT, t 0 guide t he
amplamentation Of tha Secretary of Defease-appzroved
recommendations t0 reengicteer the acquisition eversight and
raview process. This group should repozt t O the DAE.

COVIVENT: Concur.



32, Racommand that the senior acquisition managaers use Ygtratch"
goals to. establish top lgvel metrics to motivate lemantation
of the featuzes gf the reenginaered sversight and raview precess
and to measure the results .

COMMENT :  Partially Concur - We strongly swupport the use of
metrice for program® oversight and  revi ew, owever, the PAT fails
to consider that a majoricy of the breaches we have experienced
have been due to Congressional/veD/Navy budget cuts.

33. Racommend that tha DAE commission pericdie custamer
satisfaction surveys.to help assess tha progress of the
teenginoering process and to find sthar improvemant oppoxtuaities
that ‘my emerge as the overaight and review system evolves.

COMMENT :  Cnnour. . We weald al so support andparticipate inother
feaechaciy mechanisms like lessons | earned conferences, etc.
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